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_There are four;walor functionq eoncernhng teacher neraonnel nblicles,

The first is s%nff procurement. In each district somebody has to do
. mannower nlanning and recruiting There is a need to ldentify the
number and kinds of emnloyeea needed ﬁhd get them into the system.

They hdze to- then do recruiting in udbiased ways ta be iIn comnlinnce

‘.w1th federal and state 1awe. |

3 e a

e ‘ ‘
: ) 1

' The‘secend major function is éteffing_the organization. 'This function
deals with how you pl ce your neonle how you'transfer your neonle,
how you nromote your neonle, qnd how. you senarate your neople. It is

o
(/often reflected. 1n the kinds. of employee regulations the gqvernlng

RN

' board has adonted as policy; these are what nut the employeé in the

vsystem, govern emnloyee behaV1or while he or she is in the system,‘

T and remove the employee from the system. -

°
03 . _ K : ¢

. , o B

. The'third majgr versonnel function where governing boards have to
. : , _ Y :
have nolicies is.staff develobment. This function deals*with orienting

. new employees to the system and training 1ntermittent1y to maximize

1

. the1r contribut1on. Staff development also includes supervision and
/

0. i d
counse11ng needed while they are funct1on1ng in the system. The
‘staff develooment function relates to getting the maximum. contribution

from the emnloyee ‘in the system.:

. The fourth major vunction is employee relations. There 1s a need for

nollc1es that snell out salary, benef1ts and how these th1ngs are
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determined. Also policiqs are naeded to cover commmmicution% wtth

.h

\ ,'_‘ ’ emnldyee aripvanco procedures anl apnoalu procedure%. Thiq Cunctton
provides for emloyee. needs for securkty. aense of Euirness nhout the

" way they’ age sunervised, handled’ and trented, as well as qmnloyeelnqads

for recognition, )T L e -
. ' * ' 0 - -

The iqsueq tg-be:ﬂiscussed here reflect the nercentionq of ono‘norqon ’
from a state level noint of view in a state where neither the goard of—«
. _; .Education nor Deoartment of Education has any direct authority over the.
) . hiring, firing, and the managenent "of staff in 1oca1 districts ‘.‘ .
'Personnel policies'arerreserved for the local board of education in the

state of Minnesota. : B o . o

u:“.o o ,\-l o S ) /

.”, h}e_g,-,’* | & ) R S o ”yv -
"i ffﬁfh The most direct imnact of federal legislatron tends to be the affirmative
ig‘ﬁﬂ. actionJ civ11 rights kind of legislation. Any organizational entity
~ - hold1ng a federal contract that*exceeds $50 000. ver.vear must “tomnly w1th
5:‘ a11 of the afflrmative action, and c1v;1 rights 1eg151at1on in all of. its.
. = pigeonﬁel funct1ons That is the b1ggést federal 1mnact on actual |
| nersonnel oractlce 1n local school districts. The intent of the 1eg1s-
thleﬁ is clear but the procedure fog implementation is not clearly
)?,snelled out The rules that have been generated to accomoany c1v11 rights |
and aff1rmat1ve action federal 1eg1slat1on are wr1tten in such obscure.
language that we find oeople in dér‘school distrlcts ask a 'lot more ~
questlons‘aboutNEEe rules than they do about the 'intent of .the law. :

D ,‘_'The rules are complex, contradlctory, and difficult to comnly W1th

, o “ . g
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S
htata lqulslatton on tqathor puraonual Lssuas is very ulaav' proc dur -
[
for lmnlompnxutlnn are also LlOﬂPlY spolled nut\utth proucﬂuras for C

v

Tl

" equitable nersonnel- pract icas, lhe stﬂtutew defing a qurlttlud touc.hm' '

and spell out snecifically how a teacher beconds lcenqel to mm,t.lw

in tho stato of Minnesota. Thay n'lso contnln detuuml qm,ttom on

-

~N

'hiring emnloyees nrobationary neriods Eor enmloyee‘s. ‘dismissing emnloyees.

and termination of contract nrior to and aftor the: {nrobat Lonary noriod

" They deal with retifement gtounds Eor temnination,‘ unrequqsted 1ea§vas

v . of absenje with and without nay, nre qewice ancL ;,n servicn ec‘ucatwu._

. _transfer , nromoti,ons and separations. ,All oE the_ thln;wt m‘e o !

bar aix\able dlstrict by district. Tha\mq.ns wey'ruve gpor? Jthan 500 v
RN loca bargaining units where these nrovispm are negoﬁ,ia}:ed at l{:h,e R L

A ’/’ ‘e

Consequentlv the n:a"c:ticﬁ are sneiled oukdn very

s | ' R S T
* far mOre cha(tailed tl\? : _ “‘ L ‘ é&“‘ )

0‘\,1

L 3
¥ ¥
3’
~<
<
(]
8
ot
U‘
Ly:]
[< 3
-3
O‘
"
(o]
(=4
o
=
-
r*
Ne Rt
?,
® @
ot
[ 2
3-8
.'D
Fad
T
O-
:!
[« 28
ct
(¢ B
5
o
o]
@
‘é
[e]
3
w
%
N4,
X

[y . N s

. all of thelr field represe'ntatwes have informed the nub11c (our =

54« l,‘(_'
collectwe bargammg‘ ]_.Wll@d the Public ﬁ;n’*‘la ee s Labor Relatlons ‘;5,\

. U

Act) so well for so many collective bargammg sessions that 1t is very -
I\ . 2 4
: clearly corrmtm1cated.,’ Asca mattez; of fact, we have very few uases of

)

N 11t1gat10n about nez}onnel nollcn.es.- There ‘are not many dlfficultles

© "in knowing who is to &o what when, where and ,for whom, .butsmany

- -




'nmnagarg/camnlain about mollacttva Jbargatning and ahout teachers!

uniona huvlnu encroached on managerial nrevogatives. My obsevvation b

that the ploccus works, not only to the heneflit of union members, but

alsq to the henefit of managera. That is, when you snell out in a
contrnct'Jory clearly who can do what, with whom, when, where and how,
then managers--1f they manage in accordante with that contract--becone

more nroficient. While the nrocedures are clear, I hecome worried

' about the adversarial relationship‘they'pstdbl{sh betweon teachers and.

adminlstrators.

e

v

“In the early days of collective bargaining some local boards'burgAIned

away soné managerial prerogatives.. Once you give something away in a
collective bargaining vrocess it is next to imnosslble to go back to
the bargaining table and take it back. For examnle, there are a few
contracts where local ﬂoards of Education, as:g’result of inexmerience

in their early sessions of collective bargaining; negotiated class size.

If you negotiate class size, you really have gyven aday managerial'nre-

rogatives. You have given un orerogatives because such limits affeft

how one can distribute students to emloyees,

Vo oo

’ Pol1cy 1mn1ementat1on does requ1re resources to be reallocated We '

have experlenced several years of decl1n1ng student enrollment and ‘
staffing changes Some staff W1th1n certain svecialties have been

displaced, but there have been maJor efforts made to retrain staff and

: place them in areas where thgre are shortages. Some~neonle have been
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. _ very unhappy about that. [If you ave 4 diaplacad fndividual, you are
~ unhappy aﬁﬂt)t it, We have had major shitts within thé education cadve

in the state of Minnesota,

The number ot tapchars amployed in achoolhlisericts today 1s nnt:‘ l;ma
than Lt was at the baginning of the decads in nn:ce of the fact that during
tl\? soventies we have tiken about an 18% decline in the mmber of stulents
onrol l‘é‘d. Thére hqvu heeh shifts within Jt;hca system, Hor examle, there

. has .been a slmifﬁlcant increase In the number of teachers deallng with

- handlcappad chl.ld‘mn t;nd also In meeting tho mmclumcm of youth in
vocz.\tl_onal programs. Resources have heen.reallocated, but there are no

. ' oy o
fewer jobs overall. In fact, a gredter number of teachers are now

L]

employed than' at’ the beglnniﬁg of . the decade. \ »
There is authority forga local Board of Pducation to reduce staff when
the number of students, the dollar resources available, or the educational w»-
neec& withi;l the system indicate the need for a staff reduction., It is
not the exiswnce of policy that causes the problem. In actual imple-
‘mentation, it is the commmity perception and p011t1cs within that local

. commumnity that force reallocation of the resources. For example, in a
t%ical small \town in P!inpesota where fewer than 200 vstlxdenfs are enrolled,
one might find a-tgacher who has been teaching there for 20 years or more.
If theu Board qf BEducation moves to term'inate the employment of that

< : teacher. or change tﬁ% teacher's assignmént: the ,commmity frequently

). & will Just not iet them ;lo it. Commmity accepfance'df some reallocation

is frequently the greétest problem, not any policy that is written.
. . . ( N !
!
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Policy allfm:‘l for that 'k“md_ Of veallocation, bt actually dotng ic is
C T aierteue, .
I“f one studies the wtatutes cavefully and ahides by the nuuutlat“‘ud
cm\;rlcc. omohﬂuld not run tnto legal problems in unnlimthm. Local
dtstrim:u toll us thcy e‘oul%uuo more assiatance than they are gaumg
in an area whom nutthor the statute nor the contract deals with {t.
Halavy, hcnaflts. grievance pronadurns. xvullocatlun. and tetminutlon
are doalt wtth In the contract.” Statf davntnpnmgt % not A&bcgtt;troly
'daaltz with 'hl some contracts. . Staff prucurmmnt Is not adequately dealt
with 'ln 1Y) émtructs. [£ one of the four pm‘soﬁpnl functions is not
dealt with o,j,thq{' in statute or in contract, that tends to ralse the
most questlons. \For exarple, there is a concern now about lack of
opport,uptties for certain protectad classes to gﬂ.t into u(hnlutstmttlon
in education or a lack of -opportunlty for protected classes to break
into the teaching ranks and get through the probationary period. Staff
*reductions occur in inverse order of hiring. Protected classes complain
they are most recently hired and first fired Peonle nsk. ""Why are
there no women who are department heads? Why are there no Chicanos who

are X, no blacks who are Y, no Indians who are Z?"
Affirmative action policy is the

. i i icy i aregoad ‘/‘,which\..we get.the most-questions. -8
We do not have adequate resourcés t‘d”ﬂv& dlstrlcts the assistance they

need. There is an unfulfilled need for technical assistance regardmg

' affirmative action even here in Minnesota where things are in relatively




ot condition,  taye than o0b of the diatiivta in the atafe um‘u'll fowe 1
. than 0 s tiklenta, When you look 4t the cential affice atdaff uf Hin
amall distyivts, you frequently find an avepworhed superbnteident wd,

ane girl Friday who doms the bookkesplng, varrespaiiienoe , alayering ot the
tetophone, and & hodat ot other «i\ltlua. H‘;n‘m\motll\(dt;tldtll ta all things
to all people. I,*‘mn‘Hy; in thely tralning programs, superinténdenta A0y
ot got mach tralning tn persvanel, ey tend oo learn 1t on the job

the hard way. ‘They stumble across thu‘lwmt tor comrohensive porsonnel
policies after the Fact or after they have stunrled ingo a had opprience,

< .
Thore s dolinitely a need in this atate to argnnlte systomat e technlcal

F(ﬂlsuuu:n to local guperintendents in all the persounel fanct fons,

o
Wit
T

Porsonnel policles in relationship to all personnel gimctions are not
comprehensive enough in a forward- looking manner. 1f one Jrew a random
sample of 60\ Jocal school districts In the state of Minnesots and asked,

"Does your board have a written policy in X, Y, and 2?" the answer would

W

be "No'' unless it was specifically required in statute or in the collective

bargaininé process. The collective bargaining process does not cover all
personnel functimmd very few districts have a personnel office. A
few large districts do. These would include b!iﬁﬁeapolis, St. Paul, Nuluth,
and RocHester. They have personnel directors or they have an assistant
superintendent for personnel. Where you have a staff member who has been
trained in personnel‘the (h‘%tl‘l(:t is likely to have Formally adopted

policies. In most small dlstrlctq you would not find a complete, compre-

hensive array of personnel policies adopted by the local board of education.

I~
D
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the caresr path t the auper intendency teila mive Fisquently than it tu
he & sariss of adminiatrative poata.  The aper intendent duoiemilatea
sxparigices 1n peksonnal vathey t:h;m helng Cralned 1 pevanivel . e
knowledge wl axpn‘t-tw' the auperintendent acyuires i & fuctlon

of ct{xmma. not of training, The weahaeat personnel funcrion ta that ar
manpowa r planning and procurement,  For example, 10 13 4 myih that
because of the impact of dectining stmlaut'cm'ulhmm wo have a teacher
‘Qurplu:. We have severe teucher shortuges In cortain diaciplines, t»u.u"
the popular perception Is that teachers ave losing thelr jobs and they

are pounding the pavement looking tor Joba ’

tverybody wiatchesy the legislative arena very, very closely. The logis:
lature notes that thomﬂmr of students is :lm:llnlnu. and asks, "Why
is the c.ms.r. of -udu«:ath;\ golng up?''  Hverybody talks about decline. We
heiwd 45 sch«.ml districts now that are growing rapldly but because most
districts are gl:ecllnlng, it is difficult to got anybody to hellev‘n zj'hut
we have 45 that are rapld gmwthjz.lmtricm. Most people got the idea
that the decll ine applies equal ld)f/ to all districts and a myth grows up.
On the whole we have in the state an appropriate number of staff with
exceptions in some discipﬁs, but there is a distribution problem,
For example, we have 37 elementary.schools in small, rural communities
that do not have a licensed elementary principal. There are unemployed
principals in the metrépolitan area who are unwilling to relocatd to
rural towns. We're becoming aware that this departn?er‘\fne, $ to start

doing ‘manpower projections and looking at the dis{tribution of manpower

"1



&
in the mitiie aktate. (Hhgiwlao, wo e gnm ismediste ;-wmi‘mt NP
have hean piojec (ol Had ame cantial auther 16y been trving to anticlpate
Al

thiemm .

kY

]

Project Lot haa e oms ai Isgho tant T Flon Tag oth hete i the Jopai (amcnit

Wo liave wirhed aut a avphiaticated syatem for projecting onrolismnt Jdla

triet by diatedot with a high degiee of svciany two Lo thion Yedls buweess &

Wo know with a Pltele Foae aciuracy fon years hauwe, but we ate a tual

prufec ting eniol lmenta ko the 1O s in couperation with m‘l‘a:!}\ﬁt state

afflee. We will phiuje t those eniul lmenta am! shate 1t with the lal

super intemlont . We aay, “these an;- the amzumpt jons tf'}mt wo made fos m; bve

at oy m“u]m'tlmm’., Do yors v dn the  projectiona?  1f not, pleass

present your came.'" Somatimea they Ktiom somothing 4t the local level that

we do not know that could lead to an adjustment in the projes thon. Our

pm}mrt’im»‘hnm heen far more reliable than the indtvidual diatrict pro

jections have been. In a small town, if s uu‘\t‘rm‘??% prits up twelve “m_m

homes, the purcwtim Is "Our population iz im umafnfng ‘that means we are

; golng to quit losing kids from our school.™ Ui)wr factors are moze .;ngmr!«inf
than the butlding of new homes. Our projection t@chnmnas include a mmmber
of different factors, and the projecthms are turning aut to be far more
‘rveliabla thah focal commnity perceptions. . The manpower projection and
staffing anal}'sis could be related ﬁ}*SftﬂﬂtiCﬁHy to enrol lment projections

at the state level. We are not emotionally bound up in some of the impli

cations as are those in small commmities.
N !
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. " The state departmﬁﬂt renders a lot'of techhical assistance to 1oca1

.\ {‘

A

;,Tf”_:'~;' : school dlstrxcts in. 1ong range comprehenslve plannlng, evaluating and
P ';report1ng. We have beeh d017/ that now almost . four years' The staff
. are or1ented to go into’ a district and do whatever they can to ass1st in
long-range plannlng for meetlng ‘the needs of 'students, teachers, and o~
other staff. *Every 1oca1 district is required by law to generate a.
/- comprehen51ve educatlonal plan which spells out a11 the board policies
and educational goals, 1nstruct10na1 plans stafflng projections, student ‘
* enrollment prOJectlons, financial projections, and fac111t1es prOJectlons
We rendered three years of technical assistance to get dlstrlcts into

that planning mode and now they do an annual update of that plan.

e

-

The state does not d1rect1y monltor compllance W1th policies, even those
spelled out in statutes Because of the Publlc Employee’ Labor Relations
Aéf there is sufficient mon1tor1ng g01ng on within local districts between
“the barga1n1ng representatives and the managers of the school dlstrlct§
Actually it gets monitored by exception; somebody sues. We do not systemati-
callyrmonitor iersonnel policies. Given~theWpotentia1 for conflict in
today's worldg(I am surprised at how few problems actually go to 11t1gat10n
There appears to be a kind of conc111at10n process that takes place at the

local level.

?E?'. In the majority of states the criteria and standards for licensing educators,
for-approving teacher preparation programs, and criteria for revoking.a
11cen e are generally under the control of the state board of education.

4

That is\not true here. There is a Board of Teaching separate from the

- of Education. It has_the_authorlty to prepare the criteria

3 - A . 1 s
A

. .
. J . ”




111
."- . : ‘ .l . . ,
and standards for issulng licenses, the authority for preparing a
professional code of ethios for teacheXs, monitoring and policiné thes

'code of ethics.for teachers, and for ap roving teacher preparation pro-?

N

grams in colleges and wniversities. It as_the authority to revoke
xZ id'out in statutes related to

* licenses for causes that are explicitly 1

teachers. The state board of education has those authorities in relat1on- ;f '

ship to educat1onal adm1n1strators and to a few other personneL like
coaches, gu1dance counselors school nurses ;hd some other support servrce
kinds of ﬁersonnel. The state board of educat1on has the author1tv to
hanale their licensing, their training, their rétralnlng, and revocatlon

of licenses.

-

There are few implementation problems related to'teacher tenure and i
termination. It is very clear how tenure is achieved. It is called the |
cont1nu1ng contract here 1nstead of tenure. I see no real prpblems 1h
relat1onsh1p to tenure or continuing contract r1ghts but the truth is

'that there are very few local boards of'educat1on; not only in this state
"but in any other state, that have policieslspelllng out specifically how
they are going to evaluate employee performance not Just teacher performance
but adm1n1strators, supervisors, janitors, malds everybody else. We

" talk a good evaluation game in educat1on but until such time as we do

- something about candid evaluation of staff performance, that is all

we are dolng--Just talking. We evaluate how students perform, but we -
really do not evaluate how we as profess1onals perform. There are lots
of problems there; there is a human reluctance to engage candidly in

)

evaluat1on of performance. There are some districts, and they appear to be:

~—

14
£
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the larger districts in Minnesota,-where circumstances and former liti-

gation have conv1nced them that they.need real professionil evaluatlon

procedures SO, they have adopted policies regardlng such evaluatlon. . @gf.

ot -

;The state does not set salary and promotlon requ1rements ~ They are deter-

m1ned through 500 local barga1n1ng un1ts. “The key issues in teachr and

board negotiations take place at the local level, and we do not keLp’track

~ in this department of how all those issues get settled. But the Minnesota

SQHOol Boards Association does, and it shares this with us once the

contract is signed. They share with us the trénds in bargaining.

' R,
One of the key issues in teacher ‘and board negotiations has. been teacher/

_pupil ratlos. Teacher/pup11 ratios in Minnesota are already significantly

" below those allowed bysxule and the célﬁectlve bargaining process is

trylng to drive them still lower. I think we had 33 or 34 violations L
of ‘teacher/pupil ratios in the last Year. Where a very small town had

one child too many for its first grade class, economically you had fo

allow that one child overage because there is simply no other way to

distribute it. So teacher/puﬁil ratio, for the most part, does not exceed

P

the ratios that are laid out in state board rules right now,
Some few local boards several years ago started bargaining on class size.
They are regrettihg now that they ever bargained on it and. have put out

the word to other districts that if you hdve never bargained on class size,

take the position of %ot bargaining. The big discussioﬁ that is going on ®
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right now is whether or not class size is bargainable For the most part
A

the local boards tha‘f have' not bargained on it are Jow refusmg to do SO,

%

N

There arg state board rules on maximm class size dnd for the most part,
s, i

lvcg.} dlstrlc‘.ts R in compllance with those rules. - I §

‘.
o~
.

el : D
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'Sabbatlcals are offered and negot1ab1e , Sabbaticals are authorlzed 1n :
- ' <
) law for teachers and the’ pay Gan be ne‘ot1ated in the contract w1th the

L3

local board' of educatlon.' r‘It tends to be about flfty percent pay and

the sabbaticals tend ;op occur somewhere between every fifth to seventh
*year. Sabbat1ca1§ are not usually authorlzed for. admmlstrators which is -
interesting. Administrrators do not collectively bargain. They do seek
‘sabbaticals and these get negotiated on an individo_al basis hetureen a

- &»rincipal and the superintendant and the local board. Administrat'ors} |

do get some sabbaticals but there is not the force of rule or collective

bargaining process behind it. ' .

Financial incentives tend to be fairly fully used during the first dozen

or so years of a person‘s career. Then they tend to do those things V

that are required by the continuing egucation rules, If you have been

active for thirteen years, you are probably past the point where you have

. @, made a decis1on to go for . further graduate t/rammg or further spec1a115t
training. You either have done it or you ‘have decided that you are never Z
going to do it. Economically, it is not feasible to/keep on escalating—
safary beyond minimal cost of living increases.. Thegustate cannot afford it.

A teacher can enter with a B,A. in most districts in this state and will

~

t

| 3




t ; ‘ \ ’ . . ) )—
. Vs
i . : 14 - . ‘
. . -
: . 3 . . .
. \ t 3 .
i

" B
ie

héVeirgached the maximum benefit of iqpentivesfsc about’ thirteen years. T

- " After that, it is just a matter of continuing education ;efoim.~ }hose who;,’
N Y ;" 37 L] . . . ’ : ’ - l}/’i . l
Y - arp still around after thirteen yggrs tend to stay. Those who are going to

- . . \ . » '

exit from the system tend to get out witHinithe first four to,ffyefyears..
. i A ., \ o - _'j;‘ L. } . N4 .

They do not wait for'all tﬁ: incenﬁ&v%s to work. The incentives.tend

not to relate to whétggr ong does or,does”no? stay active in thig.profesSion,

oL ; s SR Ly ; .
. » The average age of teachers is ingcreasing.’ The younger téachers tend to

TN .pr'bpting‘oqtfgfﬂthe systgmwlfSince younger-teachersfare_generally paid\'

- S . : A L T . . Y- -
v 4.’ - lower salaries|, not:anly gg&;heﬁteaching profession aging, it is -becoming™ .
. _/ 1increasingly ‘expensive.: It -i5 ]abor “iptensive and dollar dntensive. > .
. ) - I~do not mean to imply that educators &re -not serious professionals,

e o v _
Some do continually seek renewal experienceS/@hether¢6r not anybody provides

the incentive for it. .

“h

I cannot claim, however, that.tthmajority of

“teacherixseek renewal,&?iﬁout incentives and.requiremehts.
There is soﬁe‘feacheﬁ/movement from-one specialty into another, but,th;y

* are not big'leapg, fo; the most paf%: Tea;hers iend to be more comitted ‘
to their own instructioggl goals;;han to any school or district'goals: |
We think the comp;ehené&ve planning process we have in Minnesoté"i§ : f*
beginni%g to produce a sense of-séhoo; éoqls aqd district goals tﬁ;t the.
teachers' instruction must address. If the teachers have bad ample
oﬁpbrtumify to participaté in the planning of those goals, they acquire
a sense of ownership. If somebody %g the centraliofficé writes thém and-

- :

sends them through inner-office mail, they are thrown in the trash can.

If there is a mutual sense of ownership, then teachers will adqress those

19
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goals. If they appear ‘to have been written in isolation and handed to

- them, they will almost defiantly refuse to ‘address them. .~

> N T o o

ES

o

hq Ihbre is a code of profess onal et?1cs fot teachers wh1ch wz\\tafen to

publ1c hearing by the ‘Board of Teachlng There)are some sanc§1ons for h

o/,
the v1olat10n of that code of eth1cs, and the author1ty for eXerL151nu

S =~
\\ l Coy,

thdSe sanctions is the Board of Teaching. A complaint has to come to 2/ - -
. ’ F
) _the Board of Teachlng from a local board member, a superlntendent a \\\; -

colleague w1th1n the profe551on, a parent, or some member of the public.,

KN : . N

YA It must allege 1n wrltlng that a profe551onal has violated the code of
‘ -

o

17{ L '“ﬁ~feth1cs. Then the Board ofélcach1ng is emeWered to 1nvest1gate and ma}

R . v

’a determ1nat1on. It has the author1ty to revoke a lacense for a,v1ol tion .
/féff -;v - of the code. That does notthappen very often,vbut they have revpked a - . S
‘ couple of licenses in receﬁi‘years on the ba51s of a. written compla1nt - A

about a violatlon of the’ code‘v,The fundamental premise -in the -code of

ethics is that every profess1onal must act w1th1n the best 1nterest of. «

the learner. In addltlon, one shonld act w1th1n the best interest not
X . "
< only of the learner but a]so of pro?esslonal colleagues. - :

»

- B Serlous stafflng shortages have been ‘created by Public ‘Law 94-142.
(: | ) While most dlstrlcts were fairly well along at beg1nn1ng to meet the
' needs of their, handlcapped chlldren, weéi:d’ﬁS% have 1n.M1nnesota many
‘ regular classroom teachers who had the txaining to deal withfmainstreaming
handlcapped chlld¥en in the classroom. That has been our biggest ¢ d1ff1-
(;%/ “culty w1th the malnstreamlng concept. We buy 1t philosophlcally, and

we have beenngend1ng some three m1ll1on dollars a year to train the

e

e

7
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‘ St . T
;o regular classroom teache}' to cope with dealing with the handlcap&)ed . T
B ch11d It makes saome ‘teachers very uncomfortable if they have never
. L ]

had any experlence with that and some of- them resent being made to
. do thas. Both T1t1e One and PL 94 142: have beén programmatically good

in helping us meet\the needs of chlldren but 1mp1ement1ng them has

[
i
LI

presented some real oper?tlonal d1ff1cu1ty 7

) v Probléms 1n relation to the impact of desegregatlon leglslatlon have been

11m1ted to very few sites in Mlnnesota, simply . because of demographic
,9.

characterlstlcs. There are few minority persen;s in our state. They

tend to be concentrated in the large cities, so that we had re1at1ve1y P

mtensevdeseggregatmn dlfflcu;Ltles in Minneapolis, St. Paul, and Duluth.

o

We'we had few préalemg elsewhere.
v

. R
- . - by "‘. al A
T; N K L '

. N .
That has begun to change w1th the influx of heavy A51an J.mmlgratlon 1nto

- the state. The U S. Department of State was unable to project w1th any )
degree of accuracy how many A51ans we might be rece1V1ng. “We have o
received: a lot of Asian fanilies and a heavy~ﬂu551an 1mm1grat10n. While '“' ~<§\
our desegregatlon problems have been restrlcted pr1mar11y to cities of
| the first class,’ we are now gettlng a greater number of 51tes where we
' = are having problems. For example St. Paul had all of its schools in

( m ‘ cgmpliance.with the desegregatlon guiaelines and had done a good job of :

ceming into compliance. Then they received over 1700 Asian children'who,
el ,.' for dese Tegation purposes, are considered a minority, and they had no

- control(gyer where these A51an families went to live. They tended to
live in clusters‘around 1arge_churcheslln communitles who were sponSoring

R 3 X " LS
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_them 1nt6 this- country, -and that meant_ an unexpecoed Influx of* 1700

5# ch11dren jyst befbre the beglnnlng of- school wh1ch threw the district -
: C b )

Lf out of compliance.- Changlng attendance pattern 9p1d1y in response

to unant1C1pated events is very d1ff1cu1t but sdhools are btr1v1ng
L
va11ant1y to r15e to the cha%lenge and meet "the neéds -of those ch11dren;
y v ’

We discouered through a recent analysis that we‘have a hundred and
Vthlrteen dlfferent 1anguage groups of ch11dren enrolled in Mlnnesota '
schools We have a cr1t1ca1 shortage of manpower to deal w1th the whole

~Southeast A51an 1mm1grat10n stream * It 'is causing us- far//or’”diff1cu1ty

K fthan the former protected clasqes 1n desegregatlon ‘ »4 |
% ”‘;\ » /‘ L ¢ - | ' - ; s
¢ Also, we have had another -shift récently; the largest m1nor1ty group in
'“lMlnnesota is the Spanlsh speaklng minority. Many of them settled out ofy:

the m1graﬁt stream, They have become p011t1ca11y astute, ach1eved greater;
- ; standlng and have bright leaders emerglng\\ In addition, .they are becom1ng .
1ncrea51ng1y m111tant about the prov151on of educational services both_in
'the natlve language and Engllsh and they are ‘definiteély well-organized
polltlcally to demand the prebervatlon of their culture o '«
oA | ' o
.Some of the 1eg151ators took the p051t1on that we should deal with thls
problem through Engllsh as a sécond language, since ‘we had made no parti-

cular commitment at any p01nt in history to preserve the cultUre of the

/ 2 v
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Danes, Norwegians, Sﬁedes, German Lutherans and other minorities. Some

afgues we should teach- them English as a'seCOnd lgnguage so they caﬁ

bgnéfit from the educational oépbrthnities-heréfgﬁa—I;;;;—it to. other social -
institutions fo maintain their culture. Thgt was the pésition they took |
ihitia;ly., We now have a legislatively édopteq policy aimed at pIcSETKQFion

of.one's native }anguage and culture in éddition to‘profiéiency in Ehgljsh.

We're still!having problems in:accémplishing that., — -
I suspect.that commﬁnity percepfiég about school personhel in small

communltles has more 1mpact on 1mp1ementat1on than any 1aw or rule that

anybody ever wrote, Because M1nnesota is’ st111 a rural agrarlan soc1ety,.

'the publlc school i$ frequently the 1arge5t employer in the town. The

school 1sxfreguent1yixhe social center of the communlty, it is'the

communitQ;s Visible,sense of identity. It is frequently the 1argéét

investot in thé-lbcal'bank'in that community. If anybody starts tinkering

witﬁ their scﬁoois or with a favored teacher who has bebn a mémber of that
cémmunity-for many years,‘fhe community response to aﬂperéonnel decision is

~ .negative. It probably leads to decisions that are in the Best interest

of that hﬁman being wﬁoq wé call teacher, but it doesn't always.iegd to
decisions that are in the best interest of the children. .

o

Recommendatlons - . . 4
; . _ |
The change I would like to see would requlre every 1ocal board of education

in ‘this state or any other state to sit down and examine its pollcy.flom

a very ﬁa%ad, comprehensive personnel point of view. The_idea.wou1d~be

t>
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r to determine whether it has policies that have just happened over time

1

in Tesponse®to isolated situations, or if it has a forward-looking well
~ ; R .
+ _ planned set of personnel policies that take care of the major personnel .

-

functxons. As noted above, most districts do not have what can be galled

. a thoughtful, comprehen51ve set of personnel p011c1es and proceduresx
,p
They tend to have discrete policies to- take care of one kind rof tkfng, .

because at some trme or anéother they've had to deal with it. They tend
to have discrete policies about those things that are negotlated in”’
collectlve bargalnlng, but that gives short shrlft to some maJor personnel‘ Y

functions. : ' e - .

A

Some of the things I see getting short shrift in the world of education
from the personnel point of view are: widesﬁ%ead‘lack of consciously *
adopted affirmative action policies in manpower planning, recruitihg, aﬁda
selection hy local boards of educaFion. One’hears from a lot of people

in local districts in Minnesota that there is a requirement in 14w that

A
o

in the event of staff layoffs or staff reduction, it must occur in the

inverse order of hiring within a given discipline, They will say, therefore,

R ' . ’ .
since we have been hiring protected classes more recently, they must be @

- tbe first to go. That is not the case at all, because there is énoth;r law
'thatAprovides if a local board of education has adopted an'affirmative
action p011cy for recruiting and selecting its personnel, and -if that
~ policy is in wrltlng, the board may follow its affirmative action policy |
rather than foilow the 1aw for staffing terminations. Yet 1 know of only

four_or'fivq local boards of edhcation which have adopted a written

)
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affirmative a;t{on poliéy. We have here a Catéh 22 sttuation. If you |

do not have an-affixwativg action policy for identifying? selecting, recruit-
ing, and staffing, you just follow the laws in straightféyward fashion. I
If you have an affirmative action policy’and plan, then ydﬁ have the
power to chgnge your plan. It seems that some locai boards\pf education
prefer -not Fo adopt ;n'affirmative action'péaicy, bccéuse théy would have
to m§ke deci§ions—that are now made for them by law. There 15 3‘£éa1
wéaknéss in-a iack of affifmatiVe action plans in wfiting, cgnséiously, :

adopted b& locai boards' of education.

There are probably adequate policiés in place for placement, transfer,
proﬁotion, separation, and employee relations; they appear in the contracts.
Staff development is less adequétely taken care of by adopted board
polic@es--les§ édequately taken care of, but taken care of to some degree.
Employee relationé, saiary, benefits, grievance procedures, and the like

. — :

appear to be well taken care of, again, because they are in the master

contract required by law.

We have our greatest ﬁeeds in consciously adopted policies for staff pro-
«curement up front and for staff development once the staff is hired.;‘%t is
my experience that there are fhs‘two areas where, state'by state, 6rgani-

zation by'organization, you find the greatest weaknesses. If I had sufficient
 resources ‘to render technical assistance to local school districts, I would B

target tecfical assistance on personnel policies in those areas .
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4
Somebody ought to be paying ‘more attention to supporting local boards in
l getting»personnel pél}cies and procedures spelled out, because the more
clearly they are spelled out, thé less likely we are to have conflictb
Clearly delineated policies and proceduyes 1ncreasg the probab111ty of
hav1ng healthy functlonlng staffs making méx1mum contribution to, the
whole effort, In our own department, unless we have clear policies and

clear.procedures, things tend to go awry., We have a hard time keeping

our staff morale up unless policies and procedures are clear. ”

o

<

My major recommendation calls for a complete reconsideration of the
Public Employees Labor Relations Act While the aims'of the act are
desirable, several unanticipated negatlves ‘have,emerged from it. Too
many collective bargaining units are engage in the process. The time,
human energy, and cost of conducting the process in 500 or more units has
become prohibitive. Moreover, it has established an adversarial relation-
ship between administrators and teachers which is damaging to the pro-
fession. The psychological impact of having administrators and teachers
on opposite sides of emotionally volatile igsues during cﬁllective bar-
gaining makes it difficult for ‘them to team in pfactice to meet the

needs of learners.

It‘might be possible and desirabie to retain the genéfits of collective
bargaining, to lower the cost of the process, and to restore amicable

relations by moving to regional or state-wide bargaining units. Removing

i g
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the locus of conflijct from each community might obtain reasonable benefits
“for teachers, lower cost of bargaining and litigation, and make it possible
for principals and teachers-to become again professional colleagues in

attending* to the needs of leammers.
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